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I.  SUMMARY  

 

This was an eventful quarter for the Elections Support Project. IFES-facilitated a number of 

workshops (training over 150 IHEC National Office (NO) and Governorate Electoral Office 

(GEO) staff), received USAID approval for both the Performance Management Plan (PMP) and 

Sub-Grants Manual, hired two key personnel, and played a vital role in the continued 

development of Iraq’s Independent High Electoral Commission (IHEC).  

 

IFES-sponsored events this quarter covered a variety of technical issues including election 

operations, public outreach, human resources, as well as the Iraqi civil servant law; IFES also 

conducted a Building Resources in Democracy, Governance, and Elections (BRIDGE) training 

(see Table 1). A number of these events were carried out in support of the Kurdistan Governorate 

Council Elections (GCE), which are scheduled to occur on 27 September, 2012. The remainder 

of the trainings focused on building electoral capacity and preparing the IHEC for changes in the 

electoral environment, such as the absorbtion of several thousand staff from part-time to full-
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time civil servant status. Over two-thirds of IFES workshop and training participants indicated an 

enhanced level of electoral knowledge.1 

 

Two key documents related to IFES’ management of the Elections Support Project were 

submitted to and approved by USAID this quarter. The Performance Management Plan (PMP) 

was approved in mid-March and marked the end of a collaborative effort between IFES and 

USAID to establish and implement the indicators that will be utilized throughout the course of 

the program. IFES anticipates enhancing its monitoring capacity with the inclusion of a 

Monitoring, Evaluation, and Reporting position, pending USAID approval next quarter. In 

addition to receiving PMP approval, IFES also received approval of the Sub-grants Manual in 

early March. This coincided with the successful recruitment of the Finance, Grants, and 

Procurement Officer, a key personnel position, which is critical for the management of IFES’ 

Civil Society Sub-Grants program. IFES expects to finalize the groundwork for this component 

of the Elections Support Project during the 

next quarter.  

 

IFES also hired an External Relations 

Advisor, another key personnel position. 

She will join the project early next quarter 

and will work closely on the sub-grants 

program and with the IHEC in pursuit of the 

program’s first (IHEC’s strategic planning, 

monitoring and evaluation capacity is 

strengthened) and third (IHEC capacity to 

manage external affairs with key electoral 

stakeholders is improved) objectives.  

 

Day-to-day technical assistance also 

continued this quarter, with an intense on-

the-job training delivered to the IHEC 

Information Technology (IT) staff. This 

training was in addition to the continued 

close collaboration between IFES elections 

experts and IHEC personnel on issues 

ranging from election operations to potential 

anti-fraud training to budget analysis and 

design.  

 

IFES confronted a number of challenges this 

quarter. Timely acquisition of visas remains 

an issue. The IFES IT/Database Advisor 

was finally admitted into Iraq after waiting 

more than three months for a visa and two 

other IFES staff members sought visa 

                                                 
1 See Appendix A: Performance Indicator Reference Sheets for actual archived targets of enhanced electoral 
knowledge component of the Elections Support Project. 

Elections Support Project – Gender 

and Disadvantaged Groups 
 
During this reporting period, IFES Iraq reached 

a total of 36 women through workshops and 

formal trainings. This is over one-fifth of all 

IHEC National Office and GEO staff trained 

and a 5% increase from the previous quarter. 

IFES has made efforts to ensure that women 

are meaningfully represented at its training 

events and the trend of increasing women’s 

participation in such events will continue next 

quarter. 

 

Additionally, IFES Iraq staff have initiated 

cooperation with the United Nations Electoral 

Assistance Team to develop a series of gender-

focused trainings in the next quarter. The 

training program is currently under 

development, but IFES will contribute to the 

series with a gender advisor consultant and the 

provision of workshops dealing with gender in 

elections (including a possible BRIDGE 

module).  

 

Finally, with the hiring of a Finance, Grants, 

and Procurement Officer and the approval of 

IFES’ sub-grants manual, IFES will be 

designing the architecture for its sub-grant 

program, which will target not only women’s 

organizations, but groups dedicated to other 

traditionally disadvantaged groups in Iraq. 
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assistance through the United Nations (UN) to return to the project after unanticipated medical 

leave. Other challenges this quarter was the weeklong closure of the IHEC during the Arab 

Summit. IFES was affected by the closure at a critical time of preparatory work for the Kurdistan 

Governorate Council elections.  

 

Despite the challenges, the second quarter of the project was a successful period given the 

number of successful workshops, completed recruitment of key personnel positions, and the 

continued close cooperation with the IHEC counterparts on a host of issues.  

 

Table 1: IFES-facilitated Trainings and Workshops, January – March 2012 (Q2FY12) 

Date Location  Title  
Total 

Participants 

% of 

Female 

Participants  

NO/GEO 

Participant 

Distribution 

21 - 23 January 2012 Erbil Human Resources Workshop 34 29% 14/20 

27 - 31 January 2012 Erbil Kurdistan Elections Ops 28 7% 18/10 

14 - 29 February 2012 Erbil BRIDGE TtF 29 14% 18/11 

3 - 11 March 2012 Erbil Financial Mapping Workshop 33 27% 22/11 

8 - 15 March 2012 Baghdad 

Programming Language 

Seminar 8 38% 8/0 

12 - 15 March 2012 Erbil Civil Servant Law Workshop 33 33% 15/18 

Total workshop participants 165 23% 96/165 

 

II. POLITICAL CONTEXT 

 

In the previous quarter, Ayad Allawi’s Iraqiyya coalition announced its boycott of Parliament on 

the grounds that too much power was becoming concentrated in the hands of Prime Minister 

Nouri Al Maliki. However, at the end of January, Iraqiyya announced its return to the 

parliamentary fold, due in part to a number of defections from its coalition. While the group had 

hoped that its boycott could lead to a countrywide reconciliation conference, such goals proved 

illusory.  

 

With its return to parliament, however, Iraqiyya was able to participate in the budget debates that 

occurred through much of February. A draft budget was circulated last December, but it was not 

until the end of February that Parliament produced a final, approved version. The budget itself 

contains USD$150 million for the operating expenses for the IHEC, a figure that does not 

include any funding for electoral events, thus requiring supplementary requests in advance of any 

election.  

 

Against the backdrop of Iraqi politics, there were a number of electoral developments. Primary 

among these were the selection process for the new Board of Commissioners (BoC) and the 

initiation of preparations for the Kurdistan Regional Governance Council elections. Progress was 

made on both fronts and will continue into the third quarter.  

 

By the beginning of January, 7,771 applicants had submitted documents to be part of the next 

IHEC BoC which consists of nine seats. A Committee of Experts (CoE) was established and in 

early January the group announced the mechanics of the vetting process. A two-phase scheme 
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was devised in which an applicant’s legal eligibility was first determined2. From there, applicants 

would be given a composite score based on their academic background, managerial competence, 

and legal and electoral experience. Of the several thousand who applied, over half met the legal 

requirements. By the end of March, the CoE had roughly 100 applications pending review, with 

the goal of narrowing the field to 350. Interviews with the 60 most qualified applicants from that 

group are slated to begin once the pool of 350 is determined. 

 

A number of challenges face the selection process. While the deadline for the appointment of the 

new BoC is the end of April, it is possible the selection process may be affected by the calendar 

of recess of the Council of Representatives. Should this happen, there may be an extension to the 

current BoC’s mandate. Additionally, some non-governmental organizations (NGOs) leveled 

accusations against the CoE that the nomination and selection process was cloistered, implying 

that the new board would not be selected transparently and fairly. To combat this, the CoE has 

provided regular updates on the process, which are available on the CoR’s website.  

 

Outside of the BoC selection process, preparations continued for the Kurdistan Regional 

Governorate council elections, which are scheduled to occur on 27 September 2012. The 

operational timeline for the elections was announced on 6 February. It identifies key dates and 

milestones, including the accrediting process for political entities (scheduled for 6 May) and the 

voter registration update (scheduled for 20 May – 15 June). Provisions for special voting for the 

security forces were established, which will affect roughly 138,000 security personnel, as based 

on the 2010 voter registry.  

 

At the conclusion of the reporting period, there were a number of critical items yet to be 

finalized. These include the finalization of the voter registration update software, drafting voter 

registration regulations and procedures, and recruiting and training voter registration center 

(VRC) staff for 173 VRCs and 17 sub-VRCs. With the Arab Summit and the Nowruz holiday 

overlapping at the end of March, progress on these items will re-commence in April.  

 

III. PROGRAM ACTIVITIES  

 

Objective 1: IHEC’s Strategic Planning, Monitoring, and Evaluation Capacity is 

Strengthened  
 

Due to the transition from one BoC to the next, there have been limited efforts on the part of the 

IHEC to proceed with the strategic planning process. To save resources, IFES has engaged in 

only preparatory strategic planning efforts.  

 

Once the new Commissioners assume their positions and strategic planning is re-prioritized, 

IFES will be ready to work with the IHEC to develop their next five-year strategic plan.  

 

1.1.3: Conduct of internal and external organizational assessments 

 

                                                 
2 From 21 February to 5 March, a special body convened to assess appeals made by rejected applicants. Of the 51 
complaints received, the committee re-instated three for further consideration.  
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With the impending departure of the current BoC, the strategic planning process has been 

temporarily put on hold. Nevertheless, IFES Iraq Acting CoP and Strategic Planning Consultant 

developed an Electoral Management Body Capacity Assessment tool that may be applied to the 

IHEC when the strategic planning process resumes.  

 

The early version of the tool is adapted from an open source organizational assessment matrix 

that analyzes a spectrum of organizational components (Aspirations, Strategy, Organizational 

Skills, etc.). These components are given a quantititave score from 1 - 4. The quantitave scores 

are broken down as follows: 

 

1. Clear need for increased capacity. 

2. Basic level of capacity in place. 

3. Moderate level of capacity in place. 

4. High level of capacity in place.  

 

Associated with each score is a qualitative statement, which has been tailored specifically for the 

IHEC. For example, when assessing the financial operations management of the IHEC, which 

falls under the Systems and Infrastructure component, the qualitative assessment for each score 

is as follows: 

 

1. Allocations deposited and acknowledged, bills paid, supporting documentation 

collected/retained. 

2. Financial activities are transparent, clearly, and consistently recorded and documented; 

include appropriate checks and balances and are tracked to approved budget. 

3. Formal internal controls governing all financial operations; fully tracked, supported and 

reported, annually audited fund flows well managed; attention is paid to cash flow 

management. 

4. Robust systems and controls in place governing all financial operations and their 

integration with budgeting, decision-making, and organizational objectives/strategic 

goals; cash flow actively managed. 

 

IFES’ goal in developing this assessment tool is to produce an inherently reuseable product that 

can be applied to EMBs throughout the world. The version being tailored for use in Iraq remains 

under development, and future iterations will incorporate political variables, which are especially 

acute in the Iraqi electoral cycle.  

 

The utility of the assessment matrix lies in its ability to comprehensively and concisely classify 

the IHEC operations, which will enable IFES and the IHEC to develop a feasible strategic plan 

when the process resumes.  

 

Objective 2: IHEC’s Internal Management 

Processes and Systems are strengthened 

 

From 21 – 23 January, IFES facilitated a three 

day workshop for the IHEC’s Administration 

Department. The workshop’s objective was to 

Human Resources Workshop, 21 - 23 January, 2012 
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make preparations for an expansion of the IHEC’s permanent staff, as part of a potential mandate 

by the Government of Iraqi to transition nearly 6,000 people from part-time employees to full 

time civil servant status. Thirty-four IHEC staff participated in the event, of which 10 were 

women.  

 

Workshop activities included several lectures, led by the Director of the Administration 

Department, and discussion sessions that helped contribute to the ongoing development of the 

Administration Action Plan, which covers how the IHEC will absorb the additional staff.  

 

The event successfully enabled IHEC staff to identify problems and possible solutions for the 

Administration Department ahead of staff expansion. Chief among these successes was the 

creation of new standard operating procedures (SOPs) for hiring activities. The SOPs highlight 

necessary processes for proper administration of civil servants according to Iraqi law.  The new 

SOPS provide detailed directions not explicitly covered within the Iraqi statutes and more fully 

explain those processes and procedures already outlined. 

 

The development of SOPs is populated as an archived target in PIR 1.2.1.   

 

IFES support to the staff expansion process 

is critical to helping the organization grow. 

By identifying possible constraints and 

solutions prior to organizational expansion, 

IFES will help the IHEC absorb more 

employees without disrupting the 

institutions’ operations.  

 

To complement the January event, IFES 

hosted a workshop in Erbil on 12 – 14 

March on the amended Civil Servant Law, 

which governs civil servant administration 

and employment. A total of 33 IHEC 

Human Resources (HR) Department staff 

attended, with 10 women taking part. The 

objective of the workshop was to deliver in-depth information on the mechanics of the amended 

Civil Servant Law.  

 

Topics for this event included:  

 

 Determining pay grades and salaries; 

 Policies and procedures for recruiting civil servants; 

 Tracking and reporting civil servant employees; 

 Civil servant furloughs. 

 

The workshop achieved its objective of familiarizing the IHEC’s HR Department with the Civil 

Servant Law. Participants indicated increased knowledge of the law and more confidence in 

applying its provisions to the IHEC environment. The post-workshop survey shows that 100% of 

Civil Servant Law Workshop, 12 - 14 March, 2012 
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Elections Support Project – IFES 

and UN Collaboration 
In this quarter, IFES and the United 

Nations have worked closely in a number 

of areas. Chief among these is database 

development and Kurdistan elections 

operations. IFES’ Acting Chief of Party 

also participated in the UN Mid-Term 

Review, which took place at the Dead Sea, 

Jordan.  

 

An example of the cooperation on between 

the UN and IFES is the Operations 

Workshop which took place in January. 

This event, facilitated by IFES, was a 

follow up to meetings between the UN and 

the IHEC on delegating electoral activities 

between the National Office and the 

KREO, in Erbil.  

 

Additionally, IFES and UN database 

developers worked closely with the IHEC 

developers on VRU software. Specifically, 

IFES and the UN made recommendations 

to the IHEC to develop the software in-

house, rather than contracting out 

development.  

 

To ensure proper, on-going coordination, 

biweekly information sharing and 

coordination meetings have been 

introduced.  

 

participants gained a good to excellent general understanding of the law. There was variation in 

the level of understanding of the different 

provisions of the law. Additionally, 90% of the 

participants indicated that they acquired a 

greater understanding of recruitment, 

secondment, and retirement.  

 

Activity 2.1: Support to the IHEC’s IT systems 

and infrastructure 

 

In this quarter, the IFES Database/IT Advisor 

worked with the IHEC staff primarily on 

maintaining the IHEC’s information technology 

(IT) system and assisting the IHEC IT staff 

with identifying needed hardware resources 

ahead of the KRG council elections.  

 

In January, IFES staff were in Erbil to discuss 

technical obstacles and solutions with the 

Kurdistan Regional Electoral Office (KREO). 

The Database/IT Advisor provided input on the 

software and hardware resources required for 

preparing IT systems, along with the required 

human resources that will be required for the 

council elections. IFES delivered a presentation 

on updating the IT system and how the updates 

could facilitate the election cycle for the KREO.  

 

While it continues to function, most of the 

IHEC’s IT equipment is in a poor state of 

repair, and has been since the CoR election in 

March 2010. The main IT deficiencies that 

continue to face the IHEC are: unreliable 

internet access at both the National Office and 

the Governorate Electoral Offices (GEOs), 

stalled procurement of software and hardware 

resources, and chronic outages of the internal 

communications infrastructure (such as the Cisco call manager system).  

 

IFES has reported on similar issues in the past. The ongoing IT struggles are attributed to a 

general lack of strategic planning with regards to ICT systems and software, as well as the 

IHEC’s difficulty in matching the ICT budget to ICT requirements.  

 

The IFES IT/Database advisor recommended to the IFES Acting Chief of Party that IFES deliver 

a budget development course specifically for IT management and staff. The training envisions 

aggregating input from all of the technical sections in the IT Department and determining 
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appropriate costs to cover maintainance and upgrades. It is the opinion of the IFES advisor that 

identifying clear costs to upgrades and maintaince will enable the IHEC to avoid the ad hoc 

nature of past ICT problem solving. IFES will determine ways to implement such training in the 

coming months.  

 

Activity 2.2: Capacity building support to IHEC’s database and software developers and staff 

 

IFES’ capacity building support to the IHEC’s database and software developers and staff this 

quarter focused on enabling the IHEC programmers to effectively design and build the voter 

registration update (VRU) software for the Kurdistan elections this fall.  

 

In January and February, the IHEC’s Data Entry Center (DEC) Manager and Deputy Chief 

Electoral Office (DCEO), alongside IFES advisors, identified the resources required for the 

update. Programming ability was the primary 

resource, and a team of programmers was 

assembled in March. In order to provide the 

programming team with the best possible 

preparation for their VRU efforts, IFES’ 

IT/Database advisor worked intensely with 

them throughout March. This close 

cooperation included daily guidance and a  six-

day, on-the-job training seminar between 8 – 

15 March. 

 

The training seminar delivered a variety of 

necessary skills to the IHEC programmers, 

including advanced techniques in JavaScript, 

HTML, Jquery, and AJAX coding languages. 

The eight participants, three of whom were women, were drawn from both the Database Section 

and the Voter Registration Section. The selection process was designed in order to ensure cross-

communication between the two sections when composing the VRU software.  

 

The IFES advisor concluded that the IHEC programmers were capable enough to use the 

JavaScript language for VRU purposes with minimal international assistance. The programmers 

have been working with this language for several months and the training provided the IFES 

advisor with a chance to comprehensively assess their overall ability. However, it should be 

noted that, in the opinion of the IFES advisor, after on-the-job skill assessments, not all 

programmers are fully competent in JavaScript basics. These individuals will receive continued 

guidance from the IFES advisor, and additional on-the-job trainings will take place.  

 

2.3.2: Support operational planning for voter registration activites 

 

The voter registration activities that took place this past quarter were entirely related to the 

Kurdistan Regional Governorate council elections. Initial plans, developed by the KREO, called 

for decentralizing much of the governorate council election process – particularly the voter 

registration data entry – and delegating most functions to Erbil. However, these plans changed 

VRU Training Seminar, 8 - 15 March, 2012, Baghdad 
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late in the reporting period, and by the end of March, election authorities at the KREO and those 

at the IHEC’s National Office decided to implement the VRU data entry in Baghdad.  

 

Throughout January and February, IFES maintained a constant presence in Erbil in order to 

deliver technical support to the preparation process for the September elections. As part of this 

presence, IFES delivered an Operational Planning Workshop from 27 - 31 January to 28 IHEC 

staff (of which two were women). The objective of this event was to create an operational plan 

and preparation timeline for the KRG governorate council election, which was achieved, in order 

for submission to the Board of Commissioners for approval. 

 

The operational timeline outlines the voter 

registration process. After lengthy discussions 

regarding staffing levels and timeframes, the 

voter registration start date was set for 20 May. 

An earlier start date was proposed initially, but 

the participants conceded that the voter 

registration centers (VRCs) would not be 

operational before mid-May. IFES advisors and 

the IHEC participants concurred that it would 

take time to hire and train temporary VRC staff. 

Also, the VRCs were unlikely to be available 

prior to mid-May as they are generally placed in 

schools and the schoolyear would still be in 

session.  

 

Also during the workshop, the KREO representatives announced the creation of additional voter 

registration centers, with 16 additional VRCs slated to open in Erbil and a further six to be 

opened in Sulimaniya. The KREO representatives also stated that Dohuk would lose one VRC. 

IFES advisors provided technical input on the process, which was designed to optimize voter 

registration resources based on local needs and capacity.  

 

IFES further assisted operational planning for voter registration issues by helping to resolve an 

ongoing discussion on the exhibition of voter registration forms. While a number of the IHEC 

and KREO officials wanted to display only a copy of the voter registration forms received by 

each VRC, another group insisted that the processed forms should be exhibited instead. The 

rationale for the latter is that it would indicate if the form was accepted or not after it was 

submitted. IFES conveyed the need for transparency throughout the voter registration process 

and recommended the forms be exhibited after processing, rather than display copies of forms 

that were merely submitted. The IHEC and KREO staff eventually concurred on the transparency 

point, and the forms will be displayed after processing.  

 

The operational timeline was finalized at the workshop. It was submitted to the BoC and 

approved shortly thereafter. However, as of the end of March, the timeline was under a second 

review, which is being led by the IHEC’s Director of Operations. The secondary review was 

required after the IHEC and KREO decided to to carry out all voter registration data entry in 

Baghdad, rather than Erbil. In the meantime, the IHEC’s Voter Registration Section has started 

Kurdistan Elections Operations Workshop, 27 - 31 
January 
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processing the provisional voter list. The section is also coordinating with the KREO to develop 

special needs voter lists.  

 

IFES will continue to provide voter registration support in the run-up to the Kurdistan Regional 

Governorate council election in the coming months.  

 

Activity 2.4: Support to the IHEC’s internal communication and reporting structures 

 

IFES has worked with the IHEC to analyze its current communication structures and reporting 

requirements. In order to address the lack of standardized internal communication and reporting 

structures, IFES will be proceeding in three phases.  

 

First, IFES will conduct an organizational mapping process to confirm and update organizational 

diagrams of the National Office and the GEOs. This assessment will focus on the physical 

communications infrastructure utilized for communication within the IHEC.  

 

Next, IFES will analyze current reporting requirements and identify reporting issues – 

particularly within the Operations Department and Field Coordination Section in that 

department, and the Public Outreach Department and the Media Section in that department.  

 

IFES will then determine areas for improving vertical and horizontal reporting structures. The 

analysis will focus on methods for achieving clarity and efficiency in the provision of 

information. Once these methods are identified, IFES will work with the IHEC to implement 

new or revised reporting and communication procedures that will support the electoral 

administration process.  

 

Activity 2.5: Support to the IHEC Directorates of Finance and Administration with the 

introduction of financial controls, accounting, and finance systems 

 

IFES’ efforts to support the IHEC’s Finance and Administration Directorates continued during 

this reporting period. IFES focused its assistance on initiating the financial mapping process (see 

below for more details) and identifying avenues for improvement.  

 

2.5.1: Review of current financial systems, documentation and mapping of financial 

processes, and development of financial management procedures 

 

IFES facilitated three workshops on financial mapping processes in March. The workshops were 

delivered to the Administration, Finance, and Accounting Departments over the course of nine 

days and a total of 35 IHEC staff participated, nine of whom were women.  

 

The overall objective of the trainings was to map the processes of each department that have a 

financial impact on the overall organization. Activities included mapping the financial reporting 

procedures in each department, charting financial responsibilities of designated staff within the 

departments, analyzing the financial responsibilities of each department, and developing 

suggestions for improving existing business processes.  
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The IFES Organizational Management Specialist provided participants with the tools to identify 

and map deficiencies and constraints within the financial processes of each department. Some of 

the important constraints that were identified include redundancy with internal audit procedures 

inherent to the IHEC with regards to approval of expenditures by the Board of Commissioners. 

After identifying and mapping these obstacles, the participants and the IFES advisor spent part of 

each workshop on possible solutions. IFES will work with the IHEC to implement the more 

promising ideas developed at this workshop, including those solutions that streamline financial 

reporting within the various IHEC departments. These proposed solutions include elimination of 

redundant and/or unnecessary steps within internal procedures that can be realistically modified 

through IHEC Administrative Action. 

 

Except for a small number of junior staff who attended the events, the participants were 

Directors and Section Heads. The rationale behind this selection process was to establish 

organizational momentum to identify financial constraints and, ultimately, push solutions 

through the IHEC. Dealing with management staff, rather than rank-and-file, will help ensure 

that IFES can encourage procedural changes and improvements moving forward. 

 

Activity 2.8: Implementation of a comprehensive electoral training curriculum based on the 

BRIDGE curriculum 

  

A major IFES undertaking this reporting period was the implementation of a Building Resources 

in Democracy, Governance, and Elections (BRIDGE) Train the Facilitators (TtF) workshop. 

BRIDGE is an internationally recognized curriculum designed by and for election administrators 

to better understand the electoral process.  

 

While the BRIDGE curriculum typically provides participants with instruction on technical 

election modules, there is also a component that provides training for BRIDGE trainers on 

effective workshop implementation – the Train the Facilitator (TtF) module. From 19 – 29 

February, IFES facilitated a TtF workshop for 29 IHEC staff, of which four were women. 

Notably, all but one of the facilitators IFES utilized for this workshop were drawn from the 

IHEC itself, and not from outside the organization. This is part of IFES’ efforts to enhance the 

IHEC’s ability to run BRIDGE workshops without international assistance.  

 

The TtF event was designed to achieve the following objectives: 

 

 To train selected participants in existing content and content development and methodology 

of BRIDGE; 

 To provide the participants with supported experience in conducting BRIDGE trainings; 

 To provide trainees with the opportunity to modify existing and develop new BRIDGE 

materials; and 

 To provide a mechanism for assessing the participants capacity to facilitate BRIDGE 

trainings to the required standard. 

 

The participants began the two-week course with sessions on the background of BRIDGE, the 

teaching methodology behind it and the learning outcomes. Participants then participated in a 

variety of activities, such as Role Play, Group Work and Case Study. In between, facilitators 
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used icebreakers and energizers to establish rapport among the participants. Participants quickly 

responded to the BRIDGE teaching methodology by showing utmost participation and 

enthusiasm. In the first day of the course, participants developed their own code of conduct, 

which is not only an exercise in team building, but also another approach to working with adults 

and a way of constructing accepted behaviors for the rest of the two weeks. 

 

Participants were then asked to work in rotating pairs to facilitate BRIDGE activities assigned to 

them by the facilitators. Pairs were then assigned different topics (media, electoral systems, 

boundary delimitation, election management, operations, etc) and were asked to write their own 

key understandings and learning outcomes and to design activities that reflect the learning 

outcomes. Participants were required to prepare all the resources they need for the presentation 

(i.e. handouts, PowerPoint’s and scenarios for the role-plays) and then swap their prepared 

sessions with another pair of trainees. This allowed them to not only act as presenters/facilitators 

but also to learn how to design and write their own training materials in a manner accessible to 

other facilitators.  

 

Though 93% of the attendees rated the event as excellent or very good, the facilitators were 

sceptical about the ability of a number of participants to assume a facilitator role in the future. Of 

the 29 participants, only one was judged able to be immediately accredited to the facilitator role. 

Of the remaining participants, 20 IHEC staff was evaluated as needing further training before 

they are accredited, while eight were evaluated as unlikely to reach accreditation status. These 

results are an indicator of the additional training needs of the IHEC before it possesses advanced 

internal training capacity.3 To hasten the development of this training capacity, IFES will work 

closer with the IHEC in selecting TtF participants in the future and ensure that BRIDGE training 

provides the maximum return on its investment. IFES may implement pre-TtF surveys in the 

future to vet participants prior to these types of training events.  

 

Objective 3: IHEC capacity to manage external affairs with key external stakeholders is 

improved 

 

IFES successfully recruited an External Relations 

Advisor near the close of this reporting period. The 

advisor is slated to begin in late April to commence 

work under this objective. At the same time, IFES has 

collaborated with the IHEC to identify steps that can be 

taken immediately in order to enhance external affairs 

management.  

 

These steps will be carried out in three phases, as 

outlined below: 

 

 Planning phase: outline the process for 

developing the strategic communications plan 

                                                 
3 See Appendix A: Performance Indicator Reference Sheets for actual archived targets related to the BRIDGE 

component of the Elections Support Project. 

Kurdistan Elections Operations Workshop 
(Media Portion), 27 - 28 January 2012 
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and lay the necessary groundwork to initiate the design of work plans, timelines, and 

create agendas for workshops. 

 Introductory phase: conduct a workshop on elements and key components of a strategic 

communications plan. The aim of the workshop will be to instill the necessity of having 

such a plan to effectively and accurately deliver key messages to the media and other 

stakeholders. 

 Conceptualization phase: prepare a set of communication objectives in close consultation 

with the senior IHEC staff through interviews, meetings and other interactions in order to 

ensure organization-wide representation in the external relations development process. 

 

This three phase approach will commence early in third quarter of 2012 and will provide the 

groundwork for future external relations capacity building activities.  

 

Activity 3.4: Capacity building training in the design, implementation, and conduct of voter 

registration information and educational programs 

 

IFES bundled an outreach component into the the aforementioned Kurdistan Elections 

Operations Workshop that took place in Erbil from 27 – 31 January. The first two days of the 

workshop were dedicated to public outreach related to the Kurdistan Governorate Council 

Elections scheduled to take place on 27 September. The content focused on voter education, 

public outreach, and the media campaign.  

 

IFES, IHEC NO, and KREO staff decided that the most efficient means of producing voter 

education materials for the Kurdistan elections would be to produce them within Kurdistan. 

Workshop participants identified a spectrum of outreach mediums, including billboard, posters, 

television, and the IHEC website.  

 

Activity 3.7: Civil society sub-grants program  

 

IFES’ sub-grants manual was approved by USAID on March 1, 2012. This approval and the 

hiring of the Finance, Grants, and Procurement Officer and External Relations Advisor laid the 

groundwork for the initiation of the sub-grants program. Additional preparatory work included 

the compiling of a list of reputable Iraqi non-governmental organizations (with assistance from 

USAID, the UN, and other USAID Implementing Partners).  

 

IFES does not expect to release any funds under this program during the 2012 fiscal year, but a 

tentative timeframe for sub-grants implementation activities has been established. It includes: 

 

 May- June: Development of the RFA (and acquisition of USAID approval); 

 June: One month for the RFA to stay open (as per the approved sub-grants manual); 

 July: Review RFA responses and select the sub-grantees; 

 August: Issue, receive, and analyze pre-award surveys and issue the award letters; 

 September: Organization and implementation of basic financial and grants management 

training for sub-grant recipients. 
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This is a reasonable timeframe given the complexity of the program. IFES fully expects to begin 

providing sub-grants early in the 2013 fiscal year.  

 

IV. FUTURE ACTIVITIES 

 

IFES was able to build programmatic momentum during FY12Q2 and expects even more 

activities in the next quarter (see Table 2). Signficant effort will be expended to support the voter 

registration update and voter list construction, and establish the quantity and specifications of 

required election materials in advance of the Kurdistan elections. Other electoral technical 

support will be dedicated to preparing for the national level voter registration (scheduled for 

September).  

 

Specific workshops in Q3FY12 include an anti-fraud event that will be jointly facilitated by 

IFES, the IHEC, and the Interior Ministry; BRIDGE trainings, including events on Gender and 

Elections; financial control and budgetary workshops; media relations and public outreach 

trainings; and, a possible monitoring and evaluation capacity building seminar.   

 

 

Table 2: IFES-Facilitated Workshops, April – June, 2012 (FY12Q3) 

IFES Iraq-Elections Support Project 

START 

DATE 

END 

DATE LOCATION ACTIVITY IHEC AUDIENCE PARTICIPANTS NOTES 

4/15/2012 4/16/2012 Erbil 

Second 

Scientific 

Conference - 

Elections and 

Technology 

Commissioners, 

Managers, Staff 
50 

IFES will co-

facilitate this event 

with the IHEC 

4/29/2012 5/3/2012 Erbil 
BRIDGE 

Module 
TBD 25 

BRIDGE module 

currently under 

development, 

possible Gender and 

Elections theme 

5/13/2012 5/17/2012 Erbil 
Anti-Fraud 

Workshop 

Complaints 

Section Heads (NO 

and GEO) 

30 

Event to be co-

facilitated with MoI 

and IHEC 

5/27/2012 5/31/2012 Erbil 
Financial 

Controls 

IHEC Finance 

Department (NO 

and GEO) 

25 

To be led by IFES 

Finance, Contracts, 

and Procurement 

Officer 

6/13/2012 6/17/2012 Erbil 
BRIDGE 

Module 
TBD 25 

BRIDGE module 

currently under 

development, 

possible Strategic 

Planning theme 

6/24/2012 6/28/2012 Erbil/Baghdad 
BoC Transision 

Seminar 

New Board of 

Commissioners 
15 

Induction Training 

for new BoC 
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Next quarter, IFES will also work with the IHEC to construct and implement the induction 

courses for the new IHEC Board of Commissioners. This training will be comprehensive and it 

will draw on several IFES, IHEC, and UN capacity assessments conducted in the past year. 

These assessments will be utilized to succinctly identify department and section duties, reporting 

procedures, performance, and relation to the BoC. The BoC induction will be led by the IFES 

Chief of Party and an external consultant (with past EMB management experience), and it will 

be supported by IFES advisors and IHEC staff. Preparation will begin in May 2012, but the 

ultimately delivery of the induction will, of course, be determined by the timing of the new BoC 

assuming its role.  

 

V. QUARTERLY PROJECT BURN RATE 

 

 

 

VI. EVALUATION/CONCLUSIONS 

 

IFES programming in this quarter was successful and substantive. A number of trainings were 

delivered on topics ranging from voter registration and electoral operations to financial mapping 

and database development. The IHEC managers and staff have praised IFES’ ability to react 

quickly to training needs and to implement high quality workshops.  

 

Post-workshop surveys indicate that IFES events consistently deliver content that improves the 

professional capacity of the IHEC staff. A common suggestion from the workshop participants, 

however, is for longer workshops to allow participants to delve more intensely into content. IFES 

understands this desire and will seek to supplement workshop trainings with on-the-job 

reinforcement. This will satisfy the IHEC’s desires for content immersion in a manner that 

allows the program to meet this need while also keeping within the budgeted resources.  

 

More progress will have to be made under the First and Third Objectives of the project. The first 

objective – IHEC’s Strategic Planning, Monitoring, and Evaluation Capacity is Strengthened – 

has been delayed because of the IHEC’s slower than expected BoC selection process. Delays 

have impacted the IHEC’s ability to address monitoring and evaluation and strategic planning 

challenges. IFES expects this to change in the next quarter, after the new BoC is selected. 

Furthermore, the progress under the Third Objective – IHEC Ability to Manage External Affairs 

with Key Stakeholders is Improved – has depended on hiring relevant key personnel. With those 

personnel in place in the following quarter, IFES will be able to move quickly into launching a 

national survey, a key initiative of this objective.  

 

Iraqi politics continue to influence the IHEC’s operations and, by extension, IFES’ capacity 

building efforts. During the past quarter, a number of high-ranking IHEC staff frequently 

traveled away from the National Office or out of the country  to avoid entanglement in political 

tumult. This has impacted IFES’ ability to closely coordinate training activities. However, due to 

the strong professional relationships formed between the IHEC staff and IFES advisors, the 

impact of these delays has been minor.  
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Outside of programmatic and political challenges, IFES continues to work through a number of 

lingering administrative issues, including registration and housing. IFES has submitted all but 

one document related to NGO-registration and has received from the NGO Directorate a receipt 

that its documentation was submitted as well as a review of completeness receipt. This puts IFES 

in technical compliance with NGO-operations provisions, but the process will not be complete 

until IFES provides its housing lease agreement to the NGO-registration committee, which IFES 

will only have and be able to submit after USAID approves a sub-contract with DoJo’s for life 

support and static security services. IFES also issued Unity Resources Group (URG) with a 

contract termination letter due to licensing issues and initiated a new security provider 

procurement process. Both the procurement process for a new security provider and the Dojo’s 

lease should be complete mid-way through the next quarter. Pending submission of the lease to 

the NGO-registration committee, IFES expects full registration within five to six months.  


